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1.0 Introduction

1.1 Purpose and Scope

This report presents the results of Independent Oversight’s review of the Self-Assessment (SA) Programs of the Finance and Administration (F&A) Directorate.  As an element of the Integrated Assessment Program (IAP), the Independent Oversight (IO) Office is chartered to independently verify the effectiveness of Brookhaven National Laboratory’s Self-Assessment Program.  To accomplish this, Independent Oversight performs a review of Directorates or other organizations reporting to the Laboratory Director in accordance with the requirements and guidelines provided in the IAP Management System Description.  Reviews are identified and scheduled in the FY 2002 Program Plan: Review of Organizational Self-Assessment Programs [FY02 IO Review Plan].

FY02 reviews focus on the organization’s “approach” to self-assessment, the status of “deployment” and the “use of results” to improve performance.   Specifically, IO will review how the organization is planning to implement the self-assessment program, how the organization conducts the self-assessment program, and how the results from self-assessment are analyzed and used to improve performance.  In the course of this review, comparison of the current status of the F&A SA Programs to that reported in Independent Oversight Report SA 00-05, Evaluation of the Finance and Administration Directorate Self-Assessment Programs [IO Report SA 00-05] was used to measure progress since the FY 2000 evaluation.  
1.2 Review Process

This review formally began on February 19, 2002, with an inbriefing conducted with personnel from F&A. This meeting served to introduce the IO Reviewer, John Usher, who provided information on review objectives, methodology, review criteria, and schedule.  The inbriefing also served to inform IO staff about F&A and to identify key personnel involved in the planning and implementation of self-assessment. 

The following data and collection methods were used during the review:

· Document Reviews (Exhibit 1)

· Interviews (Exhibit 2)

· Documents Referenced (Exhibit 3)

Interviews were conducted using prepared questions tailored to address the review criteria (see Section 1.3) in terms of key business factors/performance objectives.  Notes were prepared during each interview to record the information gathered.  Comments, concerns, and follow‑up actions were also documented after each interview.

An outbriefing was conducted on May 7, 2002, with personnel from F&A.  At this meeting, the IO Reviewer summarized results of the review and submitted a draft report for review by F&A.  The meeting also gave F&A personnel the opportunity to provide feedback to the IO Reviewer on the review process.

1.3 Review Criteria 

The IO assessment process evaluates an organization’s self-assessment program against the criteria published in the FY02 IO Review Plan.  

In FY02, BNL Critical Outcome Measure 3.1.1.1, Overall Evaluation of the Laboratory Self-Assessment Program, was included in Appendix B of the BNL Prime Contract.  In concurrence with the process developed, and to be conducted, jointly with DOE-BAO to evaluate BNL’s Self-Assessment Program, review criteria are organized under “approach/definition, deployment/implementation, and improvement/results” as documented in the BNL Assessment Program Evaluation Guide: Process for Evaluation of Integrated Assessment Program. These criteria are:

1. Approach
1.1 Organizational procedures address regulatory and/or SBMS drivers for assessment activities. 

1.2 The scopes of planned assessment activities are comprehensive, have a strong technical basis, and are balanced with work activities.  

1.3 The method for conducting key scheduled assessments is defined and is commensurate with type of assessment planned and performance information desired.

1.4 Management and stakeholder involvement commensurate with their responsibilities is evident.

1.5 Key supporting organizational processes (tracking systems, causal analysis, critiques, etc.) and tools are developed.  

2. Deployment

 

2.1 Assessments are completed as scheduled.  Planned assessment activities have been revised as appropriate based on new or changing information.

2.2 Assessments are documented and communicated as planned.  

2.3 Assessment results are evaluated/analyzed to a degree commensurate with the type of assessment.  Strengths and corrective/improvement actions are identified.

2.4 Management and stakeholder involvement is evident.

3. Results

3.1 Corrective/improvement actions are prioritized and tracked to closure.  Change control for action due dates is timely and clearly reflects consideration to balance priorities.  

3.2 Evidence of timely self-identification of issues exists.  Significant issues are brought to the attention of management and disclosed to regulatory/oversight agencies in accordance with contractual obligations.  

3.3 Sustained excellence and/or improved operational performance are evident for key areas of Laboratory operations. 

3.4 Evidence exists that assessment activities have resulted in identification of opportunities for improvement and awareness of vulnerabilities.  Connection as appropriate into strategic/institutional plans. 


Further detailed information supplementing the review criteria is provided in the FY02 IO Review Plan (http://www.io.bnl.gov/safy02.htm).

2.0 Program Summary

This review covers the Finance and Administration Directorate comprising the Office of the Assistant Laboratory Director (ALD) – F&A, Procurement and Property Management (PPM) Division, the Information Services Division (ISD), the Budget Office (BU), the Staff Services Division (SSD), the Fiscal Services Division (FSD), the Business Services Division (BSD), and the Standards-Based Management System (SBMS) Office.  The SBMS Office was moved to the F&A Directorate effective March 1, 2002.  Given this fact and the fact that a new SBMS manager was recently appointed, it was agreed to not include the SBMS Office in this review.

A discussion and analysis of data collected for the review of the Directorate is presented for each criterion.  Areas that demonstrated positive performance or programmatic strengths (criteria are exceeded) are identified with a (+).  Areas where criteria are met but not exceeded are unmarked.  Areas that indicated opportunities for improvement (criteria not met or partially met) are noted using a (-).  

2.1 Criterion 1: Approach to Self-Assessment

Although in previous years F&A had developed a consolidated Self-Assessment Plan covering high-level Directorate-wide objectives, F&A chose not to develop a Directorate-level SA Plan in FY02.  Directorate-level resources are focused on the renewal of the BSA Prime Contract scheduled to be completed by December 2002.  The F&A organizations listed above each prepared SA Plans for FY02.

Ample evidence exists that organizational managers appropriately consider regulatory and contractual drivers in developing performance goals/objectives and in planning and scheduling assessment activities.  Scopes of organizational SA programs are comprehensive in covering all of each organization’s operational and business functions.  Managers choose appropriate methodologies for assessment activities.  It is evident that activities are appropriately prioritized.  Managers and key stakeholders, including DOE-BAO, are appropriately involved in planning assessment activities.  Key processes for supporting the organizational SA programs are in place.

2.1.1 Organizational procedures address regulatory and/or SBMS drivers for assessment activities.  

Organizational SA Plans reference Critical Outcomes, Supporting Assessment Measures (SAMs), and “Internal Measures”.  Most plans use a tabular format to clearly document linkage among drivers (regulations, DOE orders, BSA Prime Contract including SAMs, and SBMS Management Systems and Subject Areas), performance objectives and assessment activities.  DOE O 224.1, Contractor Performance-Based Management Process, states as a key requirement that “self-assessments shall be the primary tool used at all levels to assess and evaluate results and to improve performance.”  Additionally, DOE O 224.1 requires that BNL partner with DOE in the determination of performance objectives, measures, targets, and rating criteria. It is noted that DOE-BAO has reviewed and approved the Procurement Balanced Score Card (BSC) and has reviewed, though not yet approved, the Property Management BSC.  

There is clear linkage to FY02 BSA Contract Performance Measures 3.1.2.1, Baseline Study of Laboratory Business Systems, and 3.1.2.2, Work-for-Others (WFO) Business Systems.  For 3.1.2.1, the F&A Directorate is proceeding to “identify key operational measures and indicators that can be used to monitor and evaluate performance of the Laboratory’s business processes.”   As reported at the 1st Quarterly Review with BAO, F&A has identified the “Study Group” comprised of BNL and BAO personnel, identified the management systems to be measured, and has compiled and reviewed measures from other DOE laboratories.  F&A organizations are in the process of identifying indicators and determining which will be benchmarked.  For 3.1.2.2.1, Improve WFO Billing System, FSD has acknowledged BNL ownership of WFO-Federal receivable billings and collections on schedule with the DOE-CH Implementation Plan.  For 3.1.2.2.2, Develop WFO Database, FSD is “prepared to electronically feed the same billing and collection data into the WFO Business System web-based database being developed by the Budget Office.”  As reported at the 1st Quarterly Review, “[BU] and BAO have met to define data fields…” and “system flow and software definition are complete.”  The stated “goal is to have a functional database operating by FY end.”

Organizational SA Plans (except the BSCs) explicitly contain BNL-required assessments such as Tier I Safety Inspections and Environmental Management System (EMS) Assessments and Audits.  The PPM Division lists these required assessments on the PPM Calendar, which is available on the Division’s website.  The SSD Administrative Manager coordinates EMS assessment activities across the F&A Directorate.
2.1.2 (+) The scopes of planned assessment activities are comprehensive, have a strong technical basis, and are balanced with work activities.  

The comprehensive nature of F&A’s SA Plans is demonstrated based on organizational usage of the IAP (Baldrige) framework, the Critical Outcome structure, or the BSC concept.  As mentioned previously, SA Plans contain explicit tabulated linkage to the IAP framework or are BSCs.  Additionally, organizational SA Plans contain detailed internal measures relating to all business processes, financial controls, human resources, and customer satisfaction with products and/or services provided by each organization. 

The effectiveness of previously completed corrective actions is appropriately considered during planning. Customer feedback is used as an explicit measure of effectiveness of actions and as a driver for additional analysis and/or action. Year-end reports contain explicit mention of results of external assessments and SA Plans evidence linkage to these results.  Results from external assessments by the DOE Office of Inspector General (DOE-OIG) and the General Accounting Office (GAO), for example, are discussed at weekly F&A management meetings.  Lessons learned are incorporated into SA Plans in this fashion, and lessons learned are also developed through organizational involvement in peer groups and/or business associations.

SA Plans explicitly state that measures and assessment activities are prioritized based on results of previous assessments, business and/or operational risk, and available resources.  One example is the weighted measures in the BSCs documenting DOE-approved priorities.   Also, BSD’s SA Plan contains examples of business risk application to planning for implementation of PeopleSoft modules.  SA Plans also provide linkage to the Directorate’s and organizational Strategic Plans.  Business and assessment priorities are established at an annual F&A Retreat involving key F&A managers in analyzing business status and determining an appropriate path forward for the Directorate.  The BNL Deputy Director for Science and the BNL Deputy Director for Operations attended the F&A Retreat held in May 2001.

2.1.3 (+) The method for conducting key scheduled assessments is defined and is commensurate with type of assessment planned and performance information desired. 

SA Plans contain tables and/or descriptions of approaches used for specific assessment and other activities.  These tables outline methodologies used to measure specific performance.  Detailed assessment plans are prepared for SAMs and other key assessment activities, such as Baldrige assessments.  In FY01 FSD conducted Baldrige assessments of the Accounts Payable Purchase Order / Vendor Payment Function and the BSA Accounting and Reporting Function.  FSD has scheduled a Baldrige assessment of the Overall Cash Receipt Process in FY02.  BU performed a Baldrige assessment of WFO-Federal in FY01 and is assessing WFO-Non-Federal in FY02.  In addition to Baldrige assessments, other methods such as records reviews, management walkthroughs, customer surveys, inventory sampling, and performance tests (as with BSD’s QA process for business/financial software) are used.  FSD and BU also use ongoing computerized monitoring of financial/business “indicators”.  Organizations make effective use of peer reviews and comparative (benchmarking) reviews.

Managers effectively communicate their expectations such that all employees understand their roles and responsibilities for self-assessment.  SA Plans and/or supplemental schedules document ownership and schedules for assessments or other activities.  Roles and responsibilities for self-assessment are explicitly listed in some SA Plans while performance goals and/or R2A2s are also used to communicate management’s expectations.  The Special Assistant to the ALDFA maintains a schedule of key self-assessment activities at the Directorate level.

FSD and BU conduct Baldrige assessments of business processes using personnel trained and/or mentored by experienced practitioners/managers.  Cross training in business roles enables coverage for managers and staff conducting assessment activities thus ensuring minimal adverse impact on business processes while developing additional trained resources for assessment activities along with additional perspectives on performance.  Subject matter experts are routinely involved in the conduct of Tier I and environmental assessments.  The Quality Programs and Services Office facilitated the conduct of the maturity evaluation of the Acquisition Management System and the Records Management System.

2.1.4 (+) Management and stakeholder involvement commensurate with their responsibilities is evident.

Planning involves managers and staff members as appropriate to ensure that all aspects of the organization’s operations are evaluated.  Goals/objectives are initially developed with the involvement of responsible managers and staff and then typically rolled up from basic group level through Division level to the Directorate level.  The ALDFA meets with organizational managers prior to the issuance of organizational SA Plans to discuss performance objectives.  The annual F&A Retreat provides for interaction among the ALDFA, Level 2 managers, and other key managers and staff.  Goals/objectives for the year are determined and priorities are established at the Retreat.  Goals/objectives may be reprioritized and new goals/objectives established at weekly F&A management meetings.

SA Plans evidence detailed attention to customer requirements/expectations.  Results of extensive surveying of customers are used to establish the basis for the following year’s SA Plans.  Several examples of partnering with DOE-BAO and DOE-CH were noted.  DOE-BAO reviews and approves the BSCs used by the PPM Division.  BU has involved DOE-CH in the development of the WFO tracking database.  BSD has involved PeopleSoft customers (“functional owners”), both inside and outside F&A, in the implementation of the business software modules.  F&A managers meet frequently with DOE-BAO counterparts to ensure that DOE is aware of current status of SA activities and to enable DOE to provide feedback to F&A.

2.1.5 (+) Key supporting organizational processes (tracking systems, causal analysis, critiques, etc.) and tools are developed.  

F&A organizations have effective processes in place for analyzing, tracking and trending the results of assessment activities.  The primary mechanisms for implementing these supporting processes are frequent, periodic staff/management meetings.  SA status and results are regularly on the agendas at these meetings including the Quarterly F&A Reviews with DOE-BAO.  These meetings result in the identification and assignment of actions designed to improve performance in F&A.  Additionally, specific action plans are prepared for some activities such as the Baldrige assessments.  Actions are typically recorded in minutes and tracked using a variety of tracking systems, ranging from Day Planners, to MS Outlook or other computerized databases/spreadsheets (some on individual computers and others on shared drives), to formalized project management tools such as work breakdown structures (WBSs), to the ALDFA’s Family Assessment Tracking System (FATS).  For example, BSD uses WBSs to track the implementation of PeopleSoft modules, PPM uses WBS to track actions resulting from BSCs, and FATS is used to track actions resulting from Quarterly F&A Reviews with DOE-BAO.  Key Laboratory-level actions/commitments are formally tracked in the Institutional ATS or CCTS.

Records are maintained that demonstrate effective planning, timely completion of activities, and analysis of results.  SA Plans are maintained as Internally Controlled Documents.  Results of assessment activities are documented with reports submitted to responsible managers.  As noted previously, formal action plans are prepared for some assessments.

Much of the business of the F&A organizations is computerized with upgrades (PeopleSoft) in progress.  Available information systems are used effectively to support assessment activities.  Shared drives and/or webpages are used to communicate SA Plans, organizational mission, goals and objectives, schedules for activities, and to track some actions.  F&A organizations use webpages to enable communication and to facilitate business interactions with customers.

2.2 Criterion 2: Deployment of Self-Assessment

Assessment activities are conducted as scheduled.  Schedules are adjusted based on changing priorities as determined by organizational managers.  Results of assessment activities are documented and communicated to responsible F&A managers for review and analysis.  Key assessment results are regularly discussed and analyzed at management and/or organizational meetings.  BAO is informed of assessment status and results at periodic meetings with F&A managers including formal presentations quarterly.  Managers evaluate assessment results to identify both strengths and opportunities for improvement.  Necessary improvement actions are identified and communicated to responsible managers and stakeholders. 

2.2.1 (+) Assessments are completed as scheduled.  Planned assessment activities have been revised as appropriate based on new or changing information.

Examples of assessment reports from FY01 and the early part of FY02 evidence completion of assessments per schedule.  Periodic monitoring activities are also being completed at the appropriate monitoring frequency.  Assessment results needed for the Quarterly F&A Review with DOE-BAO were completed per schedule and presented at the meeting.  SA Plans are revised annually although some Plans will be modified based upon the formal issuance of Appendix B to the BSA Prime Contract on February 27, 2002.  

Planned assessment activities are revised based upon new/changing information and/or priorities.  Scopes and schedules underwent appropriate adjustments, when necessary, due to process upsets, assessment findings, and/or revised customer requirements/expectations.  For example, a key feature of all F&A SA Programs is the extensive surveying of internal (intradivisional) and external customers, and customer survey forms were revised and/or additional surveys planned based upon recognized needs.  Changes in scopes and/or schedules do not routinely involve revision and reissuance of SA Plans although managers report these changes at periodic meetings.

2.2.2 (+) Assessments are documented and communicated as planned.  

Several examples of completed reports such as Baldrige assessments, quarterly status, BSC Reports, and monthly/quarterly accumulations were reviewed and are referenced at the end of this report.  Responsible managers produced copies of these and demonstrated familiarity with the documented results.  Documented results are communicated as planned to DOE.  The assessment schedule and communication of results are timed, in large part, around monthly and quarterly meetings and other periodic requirements to support timely management analyses and decisions.

2.2.3 Assessment results are evaluated/analyzed to a degree commensurate with the type of assessment.  Strengths and corrective/improvement actions are identified.

F&A organizations have effective processes in place to identify opportunities for improvement.  As mentioned previously status and results from assessment activities are regular agenda items at periodic management and organizational meetings.  Improvement opportunities are documented in FY01 organizational self-evaluation reports and are input to FY02 Self-Assessment Plans.  Baldrige assessment reports from FSD and BU specifically identify areas for improvement and include action plans. 

2.2.4 (+) Management and stakeholder involvement is evident.

Managers regularly participate in planning and conducting individual assessment activities.  As per the SAM process, BAO counterparts are also involved in the planning and conduct/observation of assessment activities.  F&A managers are owners of specific assessment activities such as management walkthroughs, Baldrige, Acquisition Management System Maturity Evaluation, etc.  BAO attended the Acquisition Management System Maturity Evaluation.  F&A managers meet periodically (weekly, biweekly, monthly) with their BAO counterparts to provide updates on status and results of assessment activities.  F&A formally updates BAO at Quarterly Review Meetings on the status of performance measures and assessment activities.

2.3 Criterion 3: Results from Self-Assessment

Each organization prepared a Year-End Self-Evaluation Report summarizing performance results for FY01 and identifying opportunities for improvement in FY02.  These reports were not rolled into a Directorate-level report for FY01.  Critical Outcome performance reporting was accomplished via computerized submittals to the BNL Integrated Information Management System (IIMS).

Formal action plans are developed for selected assessment activities.  Actions are appropriately prioritized and tracked to closure.  Responsible managers review the need for changes in action due dates and approve rescheduling.  Assessment reports reviewed provide evidence of timely self-identification of issues/concerns.  Results are reviewed at management meetings and appropriately communicated to DOE. Several examples of improved operational performance were noted throughout the Directorate.  It is clear that organizational managers are aware of vulnerabilities and areas for improvement.  There is appropriate linkage between SA Plans and organizational and F&A Directorate Strategic Plans.

2.3.1 Corrective/improvement actions are prioritized and tracked to closure.  Change control for action due dates is timely and clearly reflects consideration to balance priorities.  

Improvements are prioritized in accordance with business and operational risks and cost/benefit.  Prioritization in F&A evidences a key focus on Critical Outcomes, SAMs, other contractual expectations, and internal measures, as documented in attachments to SA Plans.  Actions are tracked to closure using the tracking systems described previously.  Higher priority actions are tracked directly by managers including via the ALDFA FATS.  Changes in priority and/or due dates are reviewed by responsible managers at periodic management and/or organizational meetings.  Changes are also reflective of risk and cost (available resources).

2.3.2 (+) Evidence of timely self-identification of issues exists.  Significant issues are brought to the attention of management and disclosed to regulatory/oversight agencies in accordance with contractual obligations.  

Results of assessment activities are analyzed to identify potential noncompliances with the Nuclear Safety Rules (Price-Anderson Amendments Act - PAAA).  A vulnerability was recognized during the Maturity Evaluation of the Acquisition Management System.  Specifically, there was concern about the flowdown of quality requirements into subcontracts, which represented a potential PAAA noncompliance.  This vulnerability, noted by the PPM Division Manager and the Manager of QP&SO, was brought to the attention of the BNL PAAA Coordinator.  Action has been taken to address this vulnerability.  A Procurement Quality Engineer (QE) has been hired to provide for linkage of BNL quality requirements in subcontracts through PPM Contract Administrators.  QP&SO previously provided training in PAAA Quality-related Requirements to Contract Administrators; the Procurement QE is refining this training.  This action has been added to an existing Noncompliance Tracking System report submitted by BNL to DOE’s Office of Price-Anderson Enforcement.

Results of assessment activities are also analyzed to determine potential impacts on SBMS documents.  SBMS documents have been issued/revised or are in the process of being issued/revised as a result of improvement opportunities identified from self-assessment activities.  Previously mentioned was the vulnerability recognized in the Acquisition Management System and the resulting actions taken and in progress.  Revision of the SBMS Subject Area: Purchase Requisition Review for Quality-related Requirements is currently being planned.  Other examples of improvements in SBMS documents included revisions to the WFO – Federal process, the Laboratory Directed Research and Development (LDRD) Program, the Records Managements System, the Administrative Support Management System, and the Budget Submission process.  Forms referenced in the Proposal Writing Guide have been revised or are being considered for revision.  The SBMS Subject Area: LDRD Program was issued in March 2002.  The SBMS Management System Description: Administrative Support was revised in November 2001 “to implement updated information that the Administrative Support Management System provides to [the BNL community]” in areas such as Automotive Fleet Operations, Food Service, Travel Services, Housing, Conference Support, and Transportation Services.  The manager of ISD was the key player in the recently completed Maturity Evaluation of the Records Management System and is beginning the process of off-site storage of Vital Records.  BU is forming a working group to develop a Subject Area for Budget Submission.

2.3.3 (+) Sustained excellence and/or improved operational performance are evident for key areas of Laboratory operations.

Improvements are evident and have been validated by stakeholders in key areas such as LDRD, WFO, and PeopleSoft.  Improvements in communications and data management/analysis are evident throughout F&A and in the customer organizations F&A serves.  Process measures demonstrate reduced cycle times and decreased error rates for several business/financial functions.  The implementation of PeopleSoft modules has improved Financial Information System / Management Accounting & Reporting System (FIS/MARS) reporting process.  Timeliness of FIS/MARS reporting is an important area for DOE.  It is also noted that an evident feedback/change process is in place to facilitate further improvements.

ISD successfully implemented the Core/Plus business model for Photography and Graphic Arts, updated and streamlined Circulation, Reference, and Cataloguing processes at the Research Library, and incorporated publications from the NSLS in BNL submissions DOE-OSTI.  BSD has implemented or is implementing an improved Guest Information System, HR/Payroll upgrades, Travel & Expense System, and Labor Cost Distribution System.  SSD has established an on-site Compressed Natural Gas Fueling Station, provided on-site Rental Car Service, established After-Hours Transportation Service to RHIC/AGS, and generally improved other quality of life services at BNL.

2.3.4 (+) Evidence exists that assessment activities have resulted in identification of opportunities for improvement and awareness of vulnerabilities.  Connection as appropriate into strategic/institutional plans.
Improvement actions are mostly acted upon at the organizational or Directorate level although some areas for improvement have been communicated to the Laboratory level through documentation in year-end organizational Self-Evaluation Reports or input to BNL’s Annual Self-Evaluation.   As discussed above, results have been used to address vulnerabilities and to improve SBMS Management Systems and Subject Areas.  Also discussed previously was the evident linkage between organizational and Directorate Strategic Plans and organizational Self-Evaluation Reports and SA Plans.  F&A managers view SA Plans as “operational” documents and Strategic Plans as “visionary” or “long-range” documents.  There is explicit connection of results of self-assessment and future goals/objectives among these documents.

The F&A organizations demonstrated their responsiveness to other independent or external assessments as exemplified via improvements addressing the Areas for Improvement and the Recommendations made in IO Report SA 00-05:

· Some FY00 SA Plans did not contain clear linkage to the IAP Framework.  All FY02 F&A SA Plans now explicitly contain this linkage or, in the case of PPM, use the BSC format thus providing assurance of comprehensive coverage of business and operational areas within each organization.

· F&A managers needed to more clearly link goals/objectives established in Strategic Plans to the self-assessment process.  Goals/objectives in FY02 SA Plans demonstrate clear recognition of organizational Strategic Plans.

· Some FY00 SA Plans did not include a schedule for all BNL-required self-assessment activities.  FY02 SA Plans identify, schedule, and assign ownership for all required BNL assessments mainly in tabular attachments.  The BSC format used by PPM does not include these assessments, but the schedule is maintained separately on the PPM webpage.

· Many FY00 SA Plans did not include descriptions of the roles and responsibilities of managers/staff assigned to coordinate the self-assessment process.  FY02 SA Plans document inn detail the roles and responsibilities of Self-Assessment Coordinators.

3.0 Conclusions

3.1 Strengths 

· The formalized Quarterly Review process represents an exemplary means of communicating with F&A’s BAO counterparts and documenting information communicated.  These Reviews serve to collate and summarize ongoing communications between F&A managers and BAO taking place during the quarter.  F&A’s presentations of status/results of Critical Outcomes, SAMs, and internal performance measures also serve to place performance “in context” such that a comprehensive perspective of the effectiveness of F&A operations is communicated.  Also noteworthy is the effectiveness of internal (within the Directorate and within individual organizations) communications using for example, periodic management/staff meetings, webpages, and newsletters.

· F&A managers interviewed uniformly articulated commitment to, even enthusiasm for, improving organizational and individual performance as reflected in the services and products provided by F&A organizations.  Notably, managers indicated a desire for further improvement even when rated outstanding as measured by self-assessment and/or by BAO approved metrics. 

· F&A managers demonstrated considerable involvement in all dimensions of the SA process.  Managers are clearly involved in establishment of performance objectives, planning of assessment activities, conduct of activities, analysis of assessment results, identification of opportunities for improvement and improvement actions, and tracking and follow-up on actions.  

· F&A managers have clearly communicated expectations, roles and responsibilities for self-assessment.  These are explicitly documented in organizational SA Plans, R2A2s, and/or management performance goals.

· Across the F&A Directorate, there is considerable, evident customer focus.   Organizations obtain customer feedback through focus groups and a considerable number of surveys.  Organizations also involve customers (including DOE) in the development and implementation of services and products (PeopleSoft modules) and in performance testing.  Notably, F&A organizations recognize staff members as customers and obtain feedback from them as well.

· F&A organizations make effective use of Baldrige self-assessments to evaluate the performance of key services.  Development and analysis of detailed process flow diagrams and system maps provide an exemplary means of identifying process strengths and opportunities for improvement   Action plans are developed for each Baldrige self-assessment.

· F&A makes effective use of multi-year plans/schedules to ensure comprehensive assessment of key organizational services and products.  For example, these plans explicitly identify targets for Baldrige assessments enabling a longer-range look at how assessment resources will be used.

3.2 Areas for Improvement 

· No specific areas for improvement are noted.

3.3 IAP Management System Programmatic Issues

F&A managers expressed some comments and concerns regarding IAP and performance-based management in general during the course of this evaluation.  Many of these comments and concerns are related to DOE.  These are captured in the following.

One F&A manager opined that there was a need to improve efficiency by having one process (self-assessment) provide all the information used by BNL/DOE to evaluate and improve performance.

Managers expressed a concern that measures of interest to DOE have long ago been achieved and continue to provide high ratings for F&A but are no longer telling F&A managers anything about the systems/processes being measured that would be useful as feedback in improving performance further.  There was also a concern expressed that BAO wants to make SAMs compliance based and that the result of this would be a resource-intensive effort that would not evaluate effectiveness of business processes.

A concern was expressed that DOE needed to better communicate its expectations regarding performance measurement.  The DOE IG recently commented on this need.  F&A managers noted that BAO and CH communicate different expectations regarding BSC measures, for example.  One manager commented about the process of resolving “CH needs and BAO wants.”

BAO has communicated a desire to have only Critical Outcomes and SAMs discussed at the Quarterly Review meetings.  The ALD expressed a concern that BAO would lose “context” in Quarterly Reviews if internal measures no longer included in presentations and not appreciate the comprehensive nature of F&A’s self-assessment process and the business services and products evaluated nor understand priorities established.  

Exhibit 1 - Documents Reviewed

1. FY 2002 Self-Assessment Update [Presentation], Finance and Administration, January 31, 2002

2. FY 2002 Self-Assessment Update [Presentation], Office of the ALDFA, January 31, 2002

3. Email from K. Fox to B. Sack [and F&A Division Managers], Contractual Measures, Goals and Self Assessments, October 2, 2001

4. Assessment Summary Report [for Open Assessments], ALDFA Family ATS (Status: 03/25/02)

5. Finance and Administration Condition Detail Report, FY 2002 ALDFA Dept/Div/Offices Self Assessments, 1st Quarterly Review – February 4, 2002 (Status: 03/25/02)

6. FY 2002 Self-Assessment Fiscal Services Division, 1st Quarter Update [Presentation], February 1, 2002

7. Strategic Plan for the Fiscal Services Division – FY 2001 – 2006 (08/01/01)

8. FY 2002 Self-Assessment Plan, Fiscal Services Division, October 25, 2001

9. Fiscal Services Division Annual Self-Assessment Report FY2001, Summary Report (10/31/01)

10. Fiscal Services Division FY 2001 Self-Assessment [Baldrige] Review, Accounts Payable Purchase Order Vendor Payment Function (11/21/01)

11. Self Assessment – Quarterly Review, Budget Office Presentation, January 2002

12. Budget Office Fiscal Year 2002 Self-Assessment Plan, November 2001

13. Budget Office Fiscal Year 2001 Self-Assessment Plan, Developed: November 2000, Summary of Results: November 2001

14. Budget Office, Work for Others – Federal, Self-Assessment using Malcolm Baldrige Criteria, September 2001

15. FY02 First Quarter Self-Assessment Review with DOE, Procurement and Property Management Division [Presentation], January 31, 2002

16. Procurement and Property Management Division Strategic Plan, October 2001

17. Procurement and Property Management Division, Property Management Balanced Scorecard Plan Fiscal Year 2002, January 2002

18. Procurement and Property Management Division, FY2001 Property Management Balanced Scorecard Plan Final Report, October 2001

19. Procurement and Property Management Division, Procurement Balanced Scorecard Plan Fiscal Year 2002, October 2001

20. Procurement and Property Management Division, FY2001 Procurement Balanced Scorecard Final Report, October 2001

21. Letter from B. Sack to R. Gordon, FY 01 Procurement and Property Management Balanced Score Card Reports, November 6, 2001

22. BNL Memo from R. Lebel and M-F. Healey to B. Sack, Evaluation of BNL’s Acquisition Management System, July 20, 2001

23. Procurement and Property Management Calendar (Printed: 03/06/02)

24. BNL Memo from A. J. Salvo to Contract Administration Representatives, Contract Administration Continuing Education Units (CEUs), October 10, 2001

25. Quality Programs and Services, The Procurement Process - PAAA Quality Related Requirements [Presentation Materials], January 25, 2001

26. Information Services Division, FY 02 Self-Assessment First Quarter Progress Report [Presentation], February 4, 2002

27. Information Services Division Self-Assessment Plan for Fiscal Year 2002

28. Information Services Division Self-Evaluation Report Fiscal Year 2001

29. Records Management System, Management System Evaluation Question Set (Rev. 2 – 03/20/02)

30. Staff Services Division, FY 2002 Self-Assessment Review 1st Quarter Progress Report, February 1, 2002

31. Staff Services Division Self-Assessment Plan – FY 2002

32. Staff Services Division Self-Assessment Report Fiscal Year 2001, October 2001

33. Staff Services Quarterly Newsletter, Volume 1, Issue 4, January 2001

34. Letter from R. Gordon to B. Sack, Approval to Perform Biennial Equipment Inventories Using a Statistical Sampling Method, February 22, 2002

35. Business Systems Division Update [Presentation], DOE Quarterly Meeting, February 4, 2002

36. FY 2002 Self-Assessment Plan, Business Systems Division, October 1, 2001

37. Business Systems Division Annual Self-Assessment Report - FY 2001, November 27, 2001

38. Brookhaven National Lab Transforms HR with PeopleSoft 8 HRMS [PeopleSoft Webpage]

39. BNL Memo from B. Sack and T. Sheridan to All Employees, SBMS Office, February 25, 2002

40. BNL External Environmental Air Self-Assessment, Environmental Services Division, January 2002

41. U.S. Department of Energy [BAO] Report on the First Quarter Ending December 31, 2001, Fiscal Year 2002, Review of BNL Business Management Performance, February 4, 2002

42. Letter from T. Drawbridge to B. Sack, Vehicle Utilization Standards & Balanced Score Card – FY02, February 14, 2002

43. Letter from B. Sack to J. DaSilva, Local Use Objective Program for BNL’s Government Vehicle Fleet, April 10, 2002

44. Letter from M. Holland to P. Paul, BAO Quarterly Feedback Report, 1st Quarter FY-02, October 2001 – December 2001, February 25, 2002

45. Letter from T. Sheridan to M. Holland, BNL Response to BAO Quarterly Feedback Report – 1st Quarter FY02, March 11, 2002

46. Letter from R. Smotherman to M-F. Healey, BSA’s Procurement Balanced Score Card (BSC) Supporting Assessment Measures for Quarterly Review Update Meetings, March 13, 2002

Exhibit 2 – Personnel Interviewed

1. Brian Sack, Assistant Laboratory Director for Finance and Administration (ALDFA)

2. Kevin Fox, Special Assistant to ALDFA

3. Mary White-Petersen, Information Services Division Manager

4. Mary-Faith Healey, Procurement and Property Management Division Manager

5. Dave Dale, PPM Deputy Manager for Property Management

6. Tony Salvo, PPM Deputy Manager for Procurement

7. Jeff Swenson, Staff Services Division Manager

8. Ken Mohring, Staff Services Division Administrative Manager

9. Mark Israel, Fiscal Services Division Manager, Fiscal Officer

10. Susan Perino, Deputy Fiscal Officer

11. Richard Melucci, Budget Office Manager, Budget Officer

12. Ed Byrne, Deputy Budget Officer

13. Paul Geiger, Assistant Budget Officer – Direct Programs

14. Mike Dooling, Business Services Division Manager

Exhibit 3 - Documents Referenced 

1. SBMS Management System Description: Integrated Assessment Program, Issue Date: July 1999 

2. BNL Independent Oversight Office FY 2002 Program Plan: Review of Organizational Self-Assessment Programs (January 11, 2002)

3. BNL Assessment Program Evaluation Guide: Process for Evaluation of Integrated Assessment Program (IAP), Critical Outcome Measure 3.1.1.1, Overall Evaluation of the Laboratory Self-Assessment Program, February 12, 2002

4. Email from T. Sheridan to Level I and Level Managers, Subject: Annual Self-Evaluation Report to DOE (October 19, 2001)

5. BNL Issue and Decision Paper: Approval and Implementation of Subject Area “Integrated Assessment Program” (September 14, 2000)

6. BNL Memorandum from Peter Paul to Department Chairs, Subject: Criteria for Semi-Annual Evaluation – July 20, 2000

7. U.S. Department of Energy Contract with Brookhaven Science Associates, DE-AC02-98CH10886

8. Appendix B (to DE-AC02-98CH10886), Critical Outcomes, Objectives, and Performance Measures FY 2002 Brookhaven National Laboratory (Modification M073, February 27, 2002)

9. Year End Self-Evaluation – Brookhaven National Laboratory – Fiscal Year 2001 (January 7, 2002)

10. SBMS Subject Area: Integrated Assessment, Effective Date: September 2000

11. SBMS Subject Area: Internal Controlled Documents, Effective Date: August 2000

12. SBMS Subject Area: Performance Goals and Measures for Employees, Effective Date: October 2001

13. Brookhaven National Laboratory Independent Oversight Report SA 00-05, Evaluation of the Finance and Administration Directorate Self-Assessment Programs (August 11, 2000)
14. DOE O 224.1, Contractor Performance-Based Management Process (December 8, 1997)
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